W orkforce planning (WFP) is a strategic planning process for human resource management. It involves taking steps for systematically matching the projected staffing needs of a jurisdiction with the available and emerging employee skills in the labor market. The growing interest in WFP is evident in both theory and practice. In texts, WFP is discussed as a component of strategic human resource management (SHRM), whereas in public agencies it has been advocated as a tool of the Government Performance and Results Act. Moreover, in academic and professional outlets, there is a growing body of literature on the status of WFP in federal, state, and large city and county governments.
The current pattern of WFP in government is ad hoc and mixed (Government Performance Project [GPP], 2001 ; International Personnel Management Association [IPMA], 2002, p. v; Selden, 2005; Selden, Ingraham, & Jacobson, 2001) . Although government units report having formal strategic planning in place, this is often not backed up with a formalized workforce plan. For example, the GPP, which rates jurisdictions on a scale of 1 to 20 (with higher scores indicating a more formal effort in adopting WFP), reports a mean state score of 7.7 (Kellough & Selden, 2003, p. 176) .
Within this broad discussion, which covers the federal, state, and local levels, the literature provides little or no information on the status of WFP in small local governments. This is an important focus given the fact that national or statewide studies
Method and Data
The Center for Public Management and Regional Affairs at Miami University conducts an annual survey on public sector wages and benefits of Ohio local governments in a 10-county area (Butler, Warren, Montgomery, Clark, Greene, Darke, Preble, Shelby, Miami, and Clermont Counties and selected townships across the state). Periodically, the basic survey includes supplemental questions on specific issues relating to personnel management. In 2005, the supplemental questionnaire asked local officials about their views and practices concerning WFP in their jurisdictions. A total of 53 local governments responded to the 2005 supplemental questions. I selected 40 of these that had a population of fewer than 25,000. The median population of these 40 small local governments was 7,800, and the median number of full-time employees was 30. In the literature, "small local governments" represents jurisdictions serving populations of between 2,500 and 24,500 (French & Folz, 2004, p. 54) , 5,000 to 25,000 (Gianakis & McCue, 1997) , and fewer than 50,000 (Brudney & Selden, 1995) . In this article, jurisdictions serving fewer than 25,000 people are considered small.
The literature on WFP is characterized by a number of empirical analyses, including Johnson and Brown (2004) , Pynes (2004) , IPMA (2002) , Gresham and Andrulis (2002), South Carolina Budget and Control Board (2000) , and the International City/County Management Association (ICMA, 2000) . The 2005 supplemental questionnaire in the survey included questions based on or drawn from these studies. In addition, to gain an in-depth understanding of the perceptions of local officials, structured personal interviews were conducted with the manager or assistant manager in three local governments.
WFP as Strategic Adaptation
In local governments, the professionalization of personnel practices was driven by the principles of the civil service reform movement. An elaborate system of rules, regulations, quasi-independent civil service commissions, and various statutes regulating personnel practices were designed to counter political influence and emphasize rule compliance. This system is focused on protecting personnel from the abuse of partisan politics and promoting the merit principle. The traditional system is increasingly becoming inadequate, as it was designed for a workforce facing different challenges of a different time (Pynes, 2003; Selden et al., 2001; Shafritz, Rosenbloom, Riccucci, Naff, & Hyde, 2001; Tompkins, 2002; Tompkins & Stapczynski, 2004) .
During a long period, this system has institutionalized a set of constraints that limits local governments' adopting and practicing SHRM. For example, narrow and rigid classification plans, slow hiring processes, and procedural constraints limit investments in testing and training (Gresham & Andrulis, 2002; Selden, 2005) . In many cases, recruitment practices do not align with training strategies. Employee retention often focuses more on compensation issues than on education and flexible work arrangements (Tompkins & Stapczynski, 2004) . The inadequacy also rests on a multitude of environmental factors that are propelling a shift in workforce, work technology, and work processes (Freyss, 2004; GPP, 2001; Green, 2000; ICMA, 2000; IPMA, 2002; Pynes, 2004 ; U.S. General Accounting Office [GAO], 2003; West & Berman, 1993) . For example, even under the current reform impetus, employee development is given very little attention irrespective of the fact that skills such as communications, quality management, and customer service are considered as mission critical.
Local governments recognize the need to complement the traditional approach with what is now variously described as SHRM (Freyss, 2004, p. 17; GAO, 2003, p. 2; Perry & Mesch, 1997; Pynes, 2003, p. 93; Selden et al., 2001; Tompkins & Stapczynski, 2004, p. 7) . SHRM means that a jurisdiction anticipates the impact of external environmental factors on its staffing functions and aligns its staffing practices in relation to some broadly defined strategic needs (IPMA, 2002, p. x; Kellough & Selden, 2003, p. 168; McGregor, 1991, p. 33; Pynes, 2003, p. 93; Tompkins, 2002, p. 106) . These staffing practices include recruitment, retention, succession planning, retirement, redeployment, compensation, and training and development functions of a jurisdiction. An important argument for change is to institute a more flexible staffing system through WFP initiatives such as narrow job classes, updating job analyses, broad banding pay structures, and using pay for performance schemes and managed competition strategies as well as development, training, and education assistance programs (Selden, 2005, p. 61) .
SHRM in the Context of Small Local Government
The aim of this article is to find out whether there is a shift in incorporating SHRM in small local governments with fewer than 25,000 residents. Such governments offer some unique constraints for adopting administrative innovations such as WFP. In fact, small local governments have often been found to be the weakest in adopting administrative or technological innovations. Their weakness has been attributed to a variety of factors: the lack of political authority, political will, budgetary slack, and technical skills; and the level of professionalism, unionization, or simply their size, which prevents small local governments from implementing systems that require a larger operational scope (Brudney & Selden, 1995, p. 74; French & Folz, 2004, p. 52; Freyss, 2004; Gianakis & McCue, 1997, p. 274) .
Many small local governments in Ohio not only share these conditions, but they also display some distinctive features as they operate in a highly decentralized fiscal system. In national surveys, they have been found to be less innovative and professional than similar jurisdictions elsewhere. For instance, tools and techniques considered mundane elsewhere have been viewed as true innovations in Ohio (Gianakis & McCue, 1997, pp. 270, 282) . In the GPP rating, although the average score for state adoption of WFP is quite low (7.7 out of a possible 20), Ohio scored even lower with a 4.5 score (Kellough & Selden, 2003, p. 176) .
Taken together, these limitations and constraints work to hinder the capacity of small local governments in Ohio to anticipate and plan for their future. They also limit their ability to invest resources for a full-fledged adoption of an untested process such as the WFP. Therefore, before we can assess what kind of WFP can be adopted and how, we need to get a clear understanding of what WFP means at this level.
The Generic WFP Model
As a tool, WFP carries different labels, criteria, and focus (ICMA, 2000, p. 2; Shafritz et al., 2001) . A short definition of WFP is planning for future human resource needs now (Kurowski & Mills, 2005, p. 4) . More simply, it means "getting the right people in the right job at the right time" (Anderson, 2004, p. 363; Pynes, 2004, p. 391) . In formal terms, WFP matches the available supply of labor with the forecasted demand in light of the strategic goals of an organization (ICMA, 2000, p. 2; Pynes, 2003, p. 96) . For example, the city of Virginia Beach's award-winning Workforce Planning and Development Software allows managers to produce reports detailing projected retirement statistics, workforce demographics, and vacancy reports and to tailor career development paths (Miracle, 2004, p. 449) .
A variety of techniques supports the four stages of the WFP model: demand, supply, gap, and solution analyses (IPMA, 2002, pp. 23-27) . Demand analysis involves identifying future activities and competencies using techniques such as projecting the human resource needs of an entity. Projections may be done through sophisticated models or by simply being aware of changes in the labor market. Supply analysis examines the current and future composition of the workforce using techniques such as attrition forecast. Both demand and supply analyses are systematically matched in gap analysis to identify staffing deficiencies. This is followed with solution analysis, which identifies ways to correct the short-and long-term problems.
The WFP model links staffing functions with the entire management process in terms of two component strategies (GAO, 2003, p. 2; Gresham & Andrulis, 2002, p. 3; IPMA, 2002, pp. 14-15) : (a) aligning an organization's human resource needs with its mission and program goals and (b) deploying long-term strategies to acquire, develop, and retain staff for goal achievement. Different WFP models conceptualize these two components in terms of different practices (IPMA, 2002) . Currently, it seems that a one-size-fits-all mentality is driving the adoption of the WFP model, particularly the models articulated by the U.S. Office of Personnel Management (OPM, 2002) and the U.S. GAO (Anderson, 2004, p. 375; GAO, 2003; Gresham & Andrulis, 2002, p. 4) . However, in practice, the adoption of WFP varies from being centralized to decentralized, elective to mandated, or one time to ongoing (Anderson, 2004, pp. 363-364) . Despite the variation in use, translating the generic model into practice is a much more 268 Review of Public Personnel Administration difficult task, especially when jurisdictions vary in terms of their environment, size, mission, and goals (GAO, 2003, p. 12; Shafritz et al., 2001, p. 138) .
Conditions for the Effective Adoption of WFP
The adoption of administrative innovations in local government is driven by contextual and even idiosyncratic factors (Gianakis & McCue, 1997, p. 426; Selden, 2005, p. 65; West & Berman, 1993, p. 279) . For example, many local governments embrace WFP only after considering what the results will mean or how the data will actually be used rather than simply on the merits of the theory itself (Kurowski & Mills, 2005) . Besides specific contextual factors, the literature specifies a set of structural and procedural conditions for the effective adoption of WFP. These include having a clear strategy in place, having resource and management support to act on the strategy, staying motivated to overcome frustrations and failures, and keeping the focus on demonstrating clear benefits (Gresham & Andrulis, 2002, p. 4; IPMA, 2002, p. 14; Johnson & Brown, 2004; Kurowski & Mills, 2005, p. 5; Pynes, 2003 Pynes, , 2004 Tompkins, 2002, p. 103) . It needs to be pointed out that these generic conditions apply across all levels of government; however, their specification depends on the particular context where the adoption of WFP takes place.
Adequate funding and top management support. In small local governments, the condition of a clearly delineated strategic goal or a planning process is often absent. Small jurisdictions may not have or even need a separate personnel department to do such planning. In those instances where there is a department head, they perform most of the personnel functions. Therefore, at this level, what it means to strategically manage needs to be understood more in terms of informal planning and organization of the staffing functions. In many cases, the strategy is ad hoc and emerges from informal discussions, targeted recruitment effort, or learning from training programs (Tompkins & Stapczynski, 2004, p. 2) .
The formal WFP model calls for continuous resource support from top management. This is deemed necessary to install and maintain a systematic process of gathering, analyzing, and projecting staffing data 5 or 10 years into the future (IPMA, 2002, p. 14) . However, the literature reports that WFP is not yet a high-profile concern of top management, nor does it garner the necessary budget allocation and staffing support (Gresham & Andrulis, 2002; Johnson & Brown, 2004, p. 379; Pynes, 2004) . These limitations are often reinforced by the perception of political risk in investing in a technique that is yet to deliver on its promise.
Flexible adaptation and clear demonstration of benefits.
There is a widespread recognition that the application of WFP needs to be customized to a jurisdiction's unique goals and how "it does its business in general" (Kurowski & Mills, 2005, p. 4; Shafritz et al., 2001, p. 147) . This calls for matching WFP expectations and practices Choudhury / Workforce Planning 269 with a jurisdiction's culture (Tompkins, 2002, p. 103) . For instance, at the state level, legislative professionalism has been found to have a positive effect on the adoption of WFP, whereas unionization shows a negative effect (Kellough & Selden, 2003) . Furthermore, changes in personnel practices necessitate trust and open communication to overcome the control orientation that is entrenched in the staffing process (Pynes, 2003; Tompkins, 2002) . However, small jurisdictions need to be cautious in their adoption strategy. This is because, although the WFP theory is premised on coping with environmental complexity, small local governments face much less complexity, and in some cases, it may be practically absent.
Small local governments also need to focus on addressing the expectations of their primary stakeholders. To do so, WFP initiatives must create visible benefits for a jurisdiction (Gresham & Andrulis, 2002, p. 10; Kurowski & Mills, 2005, p. 5) . For instance, at the initial stage, a jurisdiction can focus on either its staffing gaps or the most difficult to hire positions (Anderson, 2004, p. 375) . This is a crucial choice in the adoption of WFP. Making the right choice not only cushions the jurisdiction from some negative results (which are inevitable) but also builds positive support for maintaining momentum. Acting on either choice is often very difficult for small local governments because they may lack slack resources or staff time to follow through. Given that we cannot resolve these problems through theory, it is necessary to learn what the practitioners at this level think about WFP and the techniques they consider useful in addressing their staffing needs.
The Receptivity of WFP and Preference for WFP Strategies
The survey sought to identity whether and to what extent local officials value the theory and practice of WFP. In reporting the findings, the terms receptive and preference rather than awareness and support are used for the following reason. Because much of the knowledge of new administrative techniques circulates as catch phrases, the aim was not to capture simple awareness of the concept of WFP but its valuation in terms of specific applications. Thus, in this study, receptivity and preference convey the subjective attitudes of local officials (and hence, indirectly, their experience). At this nascent stage of WFP in small local governments, assessing its feasibility is more salient than prescribing strategies for adoption.
Receptivity of WFP in Small Local Governments
The survey data show that small local governments have a stable workforce. Among the jurisdictions surveyed, 54% report that the average age of their officials has remained the same, with 33% reporting that the average age increased moderately. In addition, 75% of the responding jurisdictions did not experience much turnover and report a 78% success rate in hiring their first-choice candidates. Despite 270 Review of Public Personnel Administration this degree of stability, local officials recognize turnover as a problem arising from the growing competition for qualified labor. When asked to identify the primary reasons for which individuals have left full-time employment in the past 5 years, "compensation" (22%) and "better opportunities" (19%) are the often-cited reasons. From the general literature on WFP, we can infer that competitiveness will intensify for some positions, leading to the creation of new positions. Other reasons for turnover that are mentioned by the respondents include "personal conflict," "grant running out," "moving to a large city," and "disciplinary dismissal."
In response to the anticipated instability, small local governments do consider WFP a strategic tool to address their staffing needs and manage their programmatic functions. In the survey, local officials were asked to rate (as high, moderate, or low) a set of operational measures that generally accompany the adoption of WFP. Specifically, officials were asked to indicate the relative importance of these measures with respect to their current recruitment and retention practices. Table 1 reports the ratings of the local officials indicating the degree to which they find these measures relevant for their jurisdictions. Because not all jurisdictions responded to all questions, Tables 1 and 2 present the number of jurisdictions that responded to a particular survey question.
Consistent with the literature on WFP at other levels of government, in small local government, recruitment also looms as the most pressing reason for valuing WFP. For example, the jurisdictions surveyed report that they emphasize targeted hiring (80%) to recruit the best candidate. They also indicate that public image of the jurisdiction (53%) plays an important role in effective recruitment. Thus, image is accorded more weight than what the literature suggests as the justification for valuing WFP. The more interesting case is the low ranking of flexibility-which is a defining pillar of SHRM. However, given the fact that red tape at this level is not a significant obstacle, the current level of flexibility may be viewed as sufficient for taking effective personnel action. For instance, one of the survey questions asked whether jurisdictions consider either restructuring or reassignment of an existing position before making a hiring decision. Of the 28 jurisdictions that responded, 79% claimed that they do.
Small local governments find WFP important to remain responsive to their environment and the needs of their constituents. The survey asked local officials to identify the "skill areas" where they see the greatest need for recruiting competent employees. The content analysis of the responses is as follows: "professional skills" (27%) and "technical skills" (22%), "management skills" (30%), "customer service skills" (11%), and "computer related skills" (10%). Interviews with some local officials also point to additional factors such as the growing reliance on new technology, uncertainty of intergovernmental relationships, and "generational differences" in values that will be affecting their staffing functions. For instance, in relation to "generational difference," one local official puts it in the following terms: "Many of us don't like to take sick leave and feel it is a duty to come and complete the work.
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The local officials interviewed consider the generic model useful only when it is adapted to their local context. As one official phrased it, "We want a more local, municipal WFP." Such a response underscores the need to become more flexible while continuing to operate in a system characterized by "antiquated civil service regulations," "testing procedures," and "unionization," which impede progress toward SHRM. Strategically, jurisdictions refer to the importance of cultivating a perception of caring government through formal training in better customer service. This awareness finds an explicit recognition in the following contention:
We are not much different from others in the area except in our approach to work. We operate by the principles of high performance organization theory-operating with a team focus, leaders involving employees at all levels in problem solving, serving customers, and doing things quickly.
Thus, we find small local governments to be not only receptive to WFP but also more realistic and progressive than what the conventional view leads us to presume.
Preference for WFP Strategies
The federal adoption of WFP remains ad hoc (IPMA, 2002, p. v) . The same situation prevails in the states, large cities, and counties (GPP, 2001; Selden et al., 2001) . Note: Because not all jurisdictions responded to all questions, the number of jurisdictions that responded to a particular survey question is mentioned separately.
At the state level, there is a growing use of technology, temporary staff, and flexibility in compensation. However, they are used more to address immediate deficiencies than to build the long-term capacity of state agencies. As with other levels of government, small local governments also value WFP. Nevertheless, it is one thing to value WFP as a concept and another thing to institutionalize the demand, supply, gap, and solution analysis in operational terms. In the survey, respondents were asked to rate (as high, moderate, or low) some WFP techniques in relation to the recruitment and retention functions of their jurisdictions. Table 2 identifies some of these techniques as a way to capture the preferences of local officials for adopting WFP strategies. Based on questions asking local officials to rate various recruitment, hiring, and retention practices, the survey data show that local officials are quite selective in their preferences. They not only weigh one strategy differently from another, but they also recognize that different strategies apply to the recruitment and retention functions. For example, under retention, they give more weight to "career growth opportunity" (i.e., expanding employee development opportunities such as with online coursework) than "expansion of career paths" (i.e., counseling or moving into new positions). In addition, "diversifying benefits" (a recruitment strategy) receives stronger preference than "expansion of training opportunity" (a retention strategy).
Key to the effectiveness of adopting a WFP strategy is its role in improving staffing capacity. A variety of strategies can contribute in effecting such improvementusing a larger application pool, diversifying benefits, involving line management, and expanding career paths and training opportunities. We find that one third (33%) of the jurisdictions consider these techniques to be high in importance, but except for "involving line management," more consider them to be moderately important (47% and 61%, respectively). The salience of "involving line managers/supervisors" points to Note: Because not all jurisdictions responded to all questions, the number of jurisdictions that responded to a particular survey question is mentioned separately.
consultation as a critical factor in effective recruitment. On the other hand, for retention, "career growth opportunity" (32%) stands out as the most preferred way to sustain a qualified workforce.
Demand Analysis in Small Local Governments
Demand analysis involves the systematic identification and tracking of future competencies and the nature of the workforce and workload that will be needed in a jurisdiction. As part of the identification of demand, jurisdictions track the changes in technology, laws, and social values that will have long-term impact on their workforce and work process. Which techniques do small local governments prefer to profile their workforce? The survey data show that, although about 78% of jurisdictions are not currently experiencing much difficultly in hiring their first-choice candidates, they nevertheless consider it important to keep track of their current staffing situation. Formal tracking involves periodic review of job descriptions. However, in most cases, tracking the current workforce is informal and involves simply the supervisory evaluation of day-to-day assignments. As one administrator elaborates, "Just because you can do something doesn't mean you are good at it."
In the interviews, local officials report that their jurisdictions engage in some form of monitoring of skill level of their workforce, even when these skills involve only 10% of their staff capacity. For example, the manager of one jurisdiction reports anticipating changes in federal or state policies that will affect the jurisdiction's local programs and services (e.g., e-government initiatives). The manager also considers changes in other jurisdictions (e.g., consolidation and/or outsourcing) and in the expectations of their constituencies as important forces shaping the jurisdiction's future.
To identify whether jurisdictions are keeping the future in mind, skills were divided into two categories: traditional and emergent. Under the traditional heading were included skills such as "knowledge of procedures and applicable laws," "writing competency," "cost-control," "loyalty," and "esprit de corps." In contrast, under the emergent category were included skills such as "computer skills," "customer service skills," "planning skills," and "multi-tasking skills." Based on these two categories, local officials emphasized the emergent category when identifying the skills needed in the future. Within this category, management competency (e.g., people and fiscal skills and work ethic), technology competency (e.g., knowledge of GIS), and communication competency (e.g., cultural and customer service skills) received the most prominence in weighing future recruitment and training. However, there seems to be a greater concern with management competency than with technical expertise. One local official echoes the view of others by saying, It is easy to find people with technical skills, or you can teach or train them. In fact, we use a lot of contracting services, but it is getting difficult to hire people whose values match with those of the organization.
Despite the importance that local officials give to tracking demand, small local governments do not find it necessary to use a formal information system for this purpose. The general feeling is that they can get adequate information when they want it. In effect, they believe that their small size makes professional experience and professional contacts as sufficient for tracking demand. Taken together, these factors show that small local governments are not complacent with stability but open to the increasing competitive pressures and uncertainty in their environment.
Supply Analysis in Small Local Governments
Supply analysis involves identifying and tracking the supply of the future workforce that will be in need. This involves the systematic mapping of the changing environment through monitoring demographic shifts, updating the recruitment process, and using attrition forecasts. Given that, local officials view their environment as relatively stable; the survey data show that small local governments find recruitment techniques only moderately important for securing supply. This indicates that environmental turbulence is yet to become a characteristic feature of small local governments. At the same time, this also points to the fact that local officials do not simply embrace the generic model of WFP but make realistic assessment of their need.
In profiling their future, small local governments prefer specific techniques to anticipate future changes. In general, they consider analyzing the impact of technology and the state's budget on jobs to be more valuable than analyzing the impact of social and political trends. Their analysis includes not only the issue of competency but also the very nature of a jurisdiction's core functions. For example, in the future, functions such as police, fire, emergency service, storm water management, zoning, tax administration, and engineering will require new skills that will become harder to find. In fact, many anticipate such functions to become contracted out or consolidated. Currently, some jurisdictions already contract out functions such as engineering. However, in the next 5 years, local officials anticipate new "skills and competencies" to grow in demand. These range from "performance evaluation" to "computer skills." Their small size also makes it easy to anticipate the vacancies that arise from retirement or hiring freeze. They see these vacancies as an opportunity to rethink the position, and this rethinking often leads to outsourcing as a way to secure costly competencies. One jurisdiction conveys its experience in the following way:
There was an impending retirement in the police department. We learned that in the state retirement system, the person was allowed to retire but can continue to work on a rehire agreement. So we rehired him as a contractual employee.
In some areas, small local governments are adopting formal methods to assess whether a position is still needed or not. For example, one jurisdiction reports that it audits its positions in regular intervals. Three years ago, the jurisdiction audited each Choudhury / Workforce Planning 275 position, and it plans to audit them again in the coming year. Thus, small jurisdictions do not simply fill empty positions but rethink openings through job analysis. When a vacancy occurs, administrators do take into consideration redeploying the current staff or restructuring the position to secure the needed competencies. For example, one jurisdiction is currently rethinking its finance director position, which has experienced much turnover and plans either to reengineer the position or to spread the work to existing employees and part-time work. Interviews with officials also revealed that, in making outsourcing decisions, small local governments do consider cost savings as their primary but not their only criterion. Other criteria such as "acquiring hard to get skills," particularly "those that require certification" (e.g., engineers and wastewater treatment plant operators), are also considered as ways to supplement the existing workforce.
Gap Analysis in Small Local Governments
Gap analysis specifies what an agency can realistically attempt based on the knowledge gathered from its demand and supply analyses. Small local governments are very much involved, often creatively, in adopting strategies to reduce the gaps. For instance, they explicitly recognize the need to upgrade the civil service testing procedures. They also conduct HR audit, job analysis, and work redesign to update job functions, direct training to targeted jobs, and measure employee workloads for making budget recommendations.
Small jurisdictions not only try to identify their skill gaps but often do targeted analyses of difficult-to-hire or difficult-to-train jobs. They attempt to target where they perceive most of the gap to lie: computer use, accounting, teamwork, and interpersonal communication. One area that is gaining attention is customer service. Local officials also remain alert to the use of outsourcing, professional development, and position consolidation as contingency strategies. For example, one jurisdiction improved its customer service capacity by centralizing its clerical employees in the front office. The purpose behind such centralization was to create redundancy so that one employee can fill in for another in the event one does not show up for work.
The use of gap analysis in small local governments is also demonstrated in the use of both formal and informal retention efforts. This includes preference for techniques such as using training as the primary means for upgrading skills or using vacancies as opportunities for developmental assignments. In addition, supporting and funding the professional affiliation of employees seem to be more important than techniques such as mentoring, job shadowing, or promotion-readiness evaluation. Techniques that are considered the least important include telecommuting, bringing back retirees to serve as mentors and trainers, and employing retirees for special projects. The little interest shown in career growth opportunities and telecommuting does not necessarily signal a lag in capacity on the part of these jurisdictions. Small local governments also operate through small flat organizations and in smaller geographic space, often rural or suburban in nature. Sophisticated techniques such as telecommuting, career planning, job enrichment, or mentoring by retirees are things small local governments cannot provide and may not even need.
Rather than deploying and relying on formal techniques, local officials place more emphasis on informal approaches. In small local governments, the informal approach often means redeploying persons to another position rather than losing an experienced employee. As one local official observes, "We looked for ways to do it, but could not do it, because financial concerns forced us to eliminate the position." Local officials often act creatively in using positions and skills for cross-functional use. The flexible use of personnel to meet contingent program needs highlights such creativity. For instance, when there is a shift in demand for service, administrators deploy employees with the requisite skills to address the need. How such improvisation occurs is illustrated in the following example. "Yard signs," as one township administrator narrates, go up in neighborhoods on Fridays as soon as the zoning inspector leaves work. For the weekend, we simply extended the authority to other employees living in a nearby neighborhood to do the inspection. Employees take on such expanded duties because they feel a stewardship role towards their job.
Other ways in which jurisdictions informally seek to reduce gaps is by encouraging employees to volunteer for functions. According to one local official, employees in his office retooled their personnel evaluation process by doing their own research to incorporate a 360-degree evaluation.
This pattern of preferences shows that small jurisdictions are actively thinking and doing what gap analysis requires. The pattern also shows that although the current emphasis is on informal techniques, the more significant the anticipated change, the more the preference moves in the direction of adopting formal techniques.
Solution Analysis in Small Local Governments
Small local governments already have in place many of the techniques that address the gaps arising from the discrepancy of demand and supply of personnel. Do they also think about the effectiveness of their techniques or incorporate new techniques to improve their staffing capacity in the future? They in fact do. Although the current pattern of application is ad hoc, the future use of WFP is viewed and valued in more holistic terms. Administrative leaders see WFP as an occasion to think about where they need to be in the future. As one local official notes, "We have a specific HR person who is currently in the process of creating a more formal orientation program. The purpose is to create awareness in the organization of what the city is about." Others express the same intent in terms of making a positive impact on the community and supporting the creation of a seamless government by facilitating smooth succession in key supervisory positions.
In terms of more proximate ends, small local governments see in WFP a way to more systematically and quickly attend to their priorities through the effective delegation of staffing functions. They also seem to take a learning approach in adopting new techniques. For instance, one jurisdiction seeks out best practices through professional contacts. Small local governments see the future in terms of a more systematic effort toward WFP than what is now in place. For instance, one official reports that the jurisdiction, in keeping with its size and mission, considers data collection and analysis for WFP to be an expanded function of the department heads, assistant manager, or team rather than a specialized activity requiring a separate human resource department.
Thus, small local governments are very realistic in their views on whether their current organizational culture would be supportive of the changes that WFP may bring in the future. As one administrator puts it, "Some will welcome it, others will resist, and some would be in between." Although their smallness makes it relatively easier, success in adopting WFP in small local governments depends on management style and employee participation. A key issue for institutionalizing WFP is whether the elected council considers it as priority. Elected officials tend to be interested in satisfying their immediate needs; therefore, staffing innovations such as WFP are often ignored. In fact, WFP is yet to gain widespread political support at the small government level, which may also be its most significant challenge in the future.
Conclusion
Clearly, small local governments recognize the need to strengthen their human resource capacity to adapt to the changes in their environment. WFP is one such tool to serve the citizens and stakeholders of a jurisdiction. Generally, administrative innovations such as WFP address the needs of large, complex agencies at the federal or state levels. The traditional pattern that small local government either will adopt these innovations through a trickle-down process or follow a best-practice model is not supported in our analysis.
In addressing the neglected domain of small local governments, we found that rather than embracing a normative model of WFP, smaller jurisdictions are proactive about their future staffing needs and think realistically in the context of their culture and capacity. Given the limitation of the data, we find that for small local governments WFP is not an entirely new concept. Therefore, they do not view it as a passing fad but consider a component of SHRM. Even though their current workforce remains stable, small local governments are informally acting in adopting the WFP strategies. The approach remains informal because of the inherent limitations in their administrative capacity and the adequacy of the existing approaches to meet current needs. Thus, it is the administrative capacity and culture of small local governments and not the prescriptive requirements of the available WFP models that define what WFP means in small local governments.
In the context of the jurisdictions surveyed, we also find that in small local governments, the meaning and importance of WFP is understood in a holistic way, although in practice these governments adopt it in a more selective manner to cope with their fiscal and institutional constraints. Although the importance of technical needs is acknowledged, local officials also convey the critical importance of the image of the jurisdiction, political climate, and changing work ethics as more salient than the conventional issues of diversity and customer service. They recognize that different strategies are needed for the recruitment and retention needs of their jurisdiction and that team involvements and empowerment are more effective strategies in WFP than formal forecasts. Such pragmatic responses point to the fact that small local governments are focused more on their present conditions than their future needs. In other words, they are acting more tactically than strategically to their changing requirements and environments. As a result, they seem not to be much inclined to adopt techniques that can strengthen their long-term capacity for acquiring and retaining the required work force. However, this observation must be buttressed by the fact that the informal and improvisational flexibility that local officials display in their current approach to WFP is an asset that helps them to cope with the constraints under which they operate.
